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T
he Research, Consulting, and In-

formation Division (RCID) of the

Defense Systems Management

College (DSMC), in partnership

with the Boeing Company — Of-

fice of Lifelong Learning, has just de-

veloped a new educational product to

support the current initiative of just-in-

time training. This product is a three-day

workshop, assembled around an in-

depth case study on Acquisition Reform,

to assist in implementing change in the

acquisition process. 

A Joint, Interactive, Unique
Learning Experience
This joint effort between DSMC and Boe-

ing is designed to develop a unique

learning experience to help individuals

and Integrated Product Teams (IPT)

learn and apply Acquisition Reform prin-
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ciples and practices. Built around a case

study using the Joint Direct Attack Mu-

nition (JDAM) program as the center-

piece, this learning experience will

demonstrate how technology can be

used to help change the way we educate

the Acquisition Workforce (AWF).

The interactive learning experience can

be held in DSMC’s Management Delib-

eration Center (MDC), which incorpo-

rates the latest interactive hardware/

software capabilities, providing students

a state-of-the-art interactive learning en-

vironment.

The Center is currently used for com-

piling group session quantitative and

qualitative data as an aid to complex

problem solving. The tools resident on

the systems, along with experienced fa-

cilitators, will provide students a fully

interactive learning environment.

By using interactive software, videos,

case studies, and other learning tools

like action research, students have the

opportunity to draw on their experi-

ences and the experience of others as

a means of stimulating their own learn-

ing environment. Assisted by experi-

enced process facilitators, students can

use the latest education and informa-

tion technology to process current in-

novations and apply them to program

issues on a real-time basis. Videos, for

example, can be used to provide real-

time good news stories as a learning

tool, and case studies can stimulate

creativity in dealing with the issues and

realities of real-life situations. 

A Case Study 
in the Making
So how did this all come about? The im-

petus for developing the workshops

came from the Spring 1997 PEO/

SYSCOM Commanders Conference held

at DSMC. At that conference, James 

Sinnett, Vice President-Technology, Ad-

vanced Systems and Technology, Mc-

Donnell Douglas Corporation, spoke

actively in support of government-in-

dustry training in the area of Acquisi-

tion Reform and recommended the

government institute an outreach pro-

gram on education and training.
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Dr. James McMichael, Director of Edu-

cation, Training and Career Development

for the Deputy Under Secretary of De-

fense (Acquisition Reform), intrigued by

this idea, discussed with Sinnett the pos-

sibility of an educational partnership

using experiential case studies as a stim-

ulant to educational success.

Sinnett, impressed by the achievements

of the teaming process between Mc-

Donnell Douglas Corporation and the

government on the JDAM program, sug-

gested that government and industry

form an alliance to develop a JDAM case

study. 

Since the Defense Acquisition Univer-

sity was also interested in the use of case

studies as a means to share lessons

learned and to provide insight to all sides

of an acquisition relationship, McMichael

concurred and suggested that DSMC

could add value to the project. Dr. James

Price, Dean of RCID, was contacted

shortly thereafter and asked to develop,

in conjunction with the McDonnell Dou-

glas Corporation, a learning experience

drawing on the JDAM program that

would benefit both industry and gov-

ernment.

Development began in May of 1997 with

a core team consisting of Dr. James Price,

Dean RCID; Dan Robinson, Associate

Dean of Consulting, RCID; and Dr. Beryl

Harman, Professor of Systems Acquisi-

tion Management, RCID, representing

DSMC. Representing McDonnell Dou-

glas Corporation were Barbara Hethcote,

Principal Specialist of [then] McDonnell

Douglas Learning Center; and Cheryl

Kerr, Engineering Manager, Advanced

Systems and Technology. Shortly there-

after, McDonnell Douglas Corporation

became part of the Boeing Company. 

The Case Study Selection —
Why JDAM?
Why is JDAM considered an interesting

case study and potential learning tool?

The entire acquisition community faces

challenges to reduce or eliminate mili-

tary requirements that mandate unique

processes within defense production fa-

cilities. The desire is to take advantage

of the commercial marketplace by de-

livering new systems into the hands of

warfighters within commercially avail-

able cycle times, not the previous aver-

age of 12 to 18 years’ development time

for a major DoD weapon system.

DoD and industry’s senior acquisition

executives and leaders firmly believe

that future military advantage will be-

long to those who capture state-of-the-

art technology, get it into weapon

systems, and successfully field those

systems first. Toward that end, the Fed-

eral Acquisition Streamlining Act

(FASA) of 1994 charged the Services

to identify specific, unique military sys-

tems as Defense Acquisition Pilot Pro-

grams (DAPP). These pilot programs

are test beds for the use of commer-

cial processes, practices and proce-

dures, and are charged to demonstrate

new and innovative approaches.

The JDAM program was selected as a

DAPP and afforded statutory relief under

FASA to accomplish these objectives. As

a result, the processes and the collabo-

rative techniques the industry-govern-

ment IPTs used to implement JDAM

epitomize how the philosophy of Ac-

quisition Reform can be put into prac-

tice and contribute to reduced contract

costs, improved development and de-

livery schedules, and gains in efficien-

cies.1

The JDAM program (converting dumb

bombs to smart weapons using com-

mercial practices) started as a traditional

procurement process in 1991. In 1994,

the program was streamlined using the

principles, practices, and processes of

Acquisition Reform, with extraordinary

results. Through a performance-based

partnership approach between govern-

ment and industry, the program was able

to cut development costs by 25 percent

and program staff by 60 percent, and

projected a 33-percent savings in pro-

duction and delivery schedule, and 67-

percent savings in product price.

This potentially reduced the overall pro-

gram cost from $5.5 billion in 15 years

to $2.5 billion in 10 years. Managing this

program required a complete change in

mind set for both industry and govern-

ment. As the Boeing Company assumed

responsibility for performance, both par-

ties recognized two key management

strategies: that fewer people get better re-

sults because they don’t create extra work

for each other; and collaboration, to be suc-

cessful, requires an open commitment to

shared goals.

The JDAM approach to Acquisition Re-

form is not considered a model in steps

and methods. Rather, the approach is a

philosophy with certain goals that can

be applied to any program; i.e., manage

at the performance level, have few re-

quirements and targets, emulate com-

mercial practices, have a collaborative

relationship with contractors, be a coach

not a policeman, and create a sense of

urgency by committing to ambitious

goals.

Using the JDAM experience as a learn-

ing tool and starting point is a way to

help students explore innovative ways

to accomplish their own programs and

motivate students to use good business

sense in their day-to-day operations. 

The major objective of the learning ex-

perience is for students to benefit from

the study of lessons learned throughout

all aspects of the JDAM program. Specif-

ically, students learn how to:

• maximize the overall benefits of Ac-

quisition Reform when planning and

managing a military program;

• develop, as members of new program

teams, an understanding of the Ac-

quisition Reform philosophy;

• apply Acquisition Reform principles

and practices early in the planning

process; and

• accelerate the implementation of in-

novation within their own program

structures.

In fact, this learning experience is a

multi-purpose package designed to

provide just-in-time training to acqui-

sition teams planning and executing

individual programs, and as a way to

gain insight into the latest DoD initia-
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tives as part of a continuing education

process.

A Word 
About the Workshop
The government and Boeing will offer

two different versions of the workshop.

The one offered through the Boeing

Company will primarily focus more on

the prime/subcontractor relationship,

and how teaming and collaboration can

significantly aid the execution of the pro-

gram. The one offered through DSMC

will focus more on the government-in-

dustry teaming process as it relates to

strategies and managing an acquisition

program.

In either case, Boeing and DSMC will

aim at providing the three-day workshop

to intact program teams. The idea is to

move away from a paradigm of attend-

ing a class at a specific point in time, to

one of providing the tools to the people

just-in-time, when they are needed the

most.

Benefits Expected
Specific benefits are achievable through

this type of workshop:

Realism, Live Scenarios. Primarily, the

teams participating in these workshops

— a combination of government and in-

dustry personnel — experience real ap-

plications, using live scenarios.

Development of In-house Expertise.

Through joint development, the teams

receive multi-perspective insights into

the application of commercial practices

and the implementation of Acquisition

Reform. This allows them to collectively

develop in-house experience and use

that in-house expertise for realism, ac-

curacy, and connection to the business.

Case Study Method. The workshop uses

the case study method and a series of

videos to focus on this real-time appli-

cation and to nurture collaborative rela-

tionships between the government and

industry.

Accelerated Implementation of Acqui-

sition Reform. Lastly, the workshop is

an aid to accelerated implementation of

Acquisition Reform by affording students

an opportunity to gather and capture

the essence of lessons learned.

Ultimately, these workshops will provide

students an understanding of what

works, and what does not work in an

Acquisition Reform environment. 

Defining the Workshop
Structure

How did DSMC and Boeing go about

developing the workshop, and what does

it include? The core development team

met at both DSMC and the Boeing Life-

long Learning Center to brainstorm and

develop a workshop structure that will

be applicable to the learning needs of

both industry and government AWF pro-

fessionals. The need was to develop a

learning experience to help these pro-

fessionals understand, apply, and accel-

erate innovation through the implemen-

tation of Acquisition Reform.

In attempting to make this a total learn-

ing experience, the core team obtained

inputs from members of the Office of

the Secretary of Defense, industry, the

JDAM Program Office, and the DSMC

faculty. These activities assisted the de-

velopment team in determining the

needs of the AWF, developing objectives,

and determining a meaningful structure

for the experiential workshop  

Each workshop begins with a “pre-work

session.” This provides the team mem-

bers time to review the case study and

determine their acquisition needs. This

pre-work session is important because

it introduces the student to the concept

of the case study method and explains

how that method will be beneficial to

the learning environment.

Part I. The pre-work session also pre-

pares the student to step forward into

Part I of the workshop, which focuses

on the issue of “change” and covers such

topics as the change agent, change spon-

sorship, change strategy, and changing

paradigms. Instructors lead students into

the various aspects of change by dis-

cussing such topics as the partnering

process, identifying barriers, and clari-

fying major interrelationships. 

Part II. The team then steps to Part II,

“creativity and innovation,” which is a

set of exercises designed to help team

members understand the meaning of

thinking beyond the norm and opening

their minds to possibilities within their

own planning process.

Part III. Stepping to Part III, the team

then focuses on the issues and methods

available through “ Acquisition Reform.”

Using experiential video clips, technol-

ogy, and the case study method, the team

develops an understanding of the reform

philosophy, the latest initiatives, current

innovations, business barriers, and the

consequences or unintended conse-

quences of various applications.

Part IV. Once understood, the team

steps to Part IV where they collectively

develop new, innovative approaches for

future program actions or strategies on

their program. Over half of the program

is devoted to working on the team pro-

gram itself.

Adding Meaning Through the
Case Study Method
What exactly does a case study truly

lend to the process? In essence, a case

study methodology requires three fun-

damental shifts in perspective:2

• First, a shift in the balance of power

— it moves students from an autocratic

classroom environment where the in-

structor is all powerful, to a more de-

mocratic environment where students

share in the decision-making process.

• Second, a shift in the locus of atten-

tion — it moves students from a con-

cern with the material alone to an

equal focus on the content, classroom
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process, and the learning environ-

ment. This allows students to obtain

knowledge for themselves and to begin

to understand potential possibilities

for implementation.

• Third, a shift in instructional skills —

it moves students from declarative ex-

planations to questioning, listening,

and responding, which helps to de-

velop interpersonal skills and estab-

lishes a sensitivity to the need for team

development. 

Recognizing that JDAM is an on-going

program, it was considered important to

document in a case study the history,

changes, and measures of effectiveness

that were most instrumental to the exe-

cution of JDAM. 

The Case Study
Dr. Cynthia Ingols, a management con-

sultant with Corporate Classrooms, Inc.,

Cambridge, Mass., developed and com-

pleted the case study. Ingols specializes

in developing relationships, creating

highly interactive training and meeting

events to parallel participative manage-

ment strategies, and diagnosing organi-

zational barriers to innovation and

change. She is a graduate of Harvard

School of Education and schooled in the

Harvard Method of case study research.

To begin, Ingols performed the data col-

lection by developing a structured in-

terview guide, followed by one-on-one

interviews with JDAM personnel from

both government and industry. This in-

cluded perceptions as well as historical

information from select personnel within

OSD and Office of the Secretary of the

Air Force. This case study forms the apex

of the experiential learning environment.

Video Presentations
Recognizing that the case study is just

one medium with which to introduce the

idea of change, DSMC and Boeing de-

cided to supplement the presentation

though a series of video clips that docu-

ment good news stories and the current

thrust of Acquisition Reform within DoD.

The participants in the video clips were:

a team from the F-15 Program; Dr. Paul

G. Kaminski, former Under Secretary of

Defense (Acquisition and Technology);

Bill Mounts, Director of International and

Commercial Systems for the Deputy

Under Secretary of Defense (Acquisition

Reform); David Drabkin, Assistant Deputy

Under Secretary of Defense for Acquisi-

tion Process and Policies; and a panel con-

sisting of the JDAM industry and

government program managers — Charles

Dillow, industry JDAM Program Manager;

Oscar Soler, government JDAM Program

Manager; Kaminski; and Ric Sylvester, Act-

ing Assistant Deputy Under Secretary of

Defense (Systems Acquisition).  

Beta Test 
On March 12-13, an abbreviated work-

shop was piloted at the Boeing Office

of Lifelong Learning. Dr. Ingols pre-

sented the case study using the Har-

vard Method, supported by the original

program managers responsible for the

JDAM strategy — Charles Dillow, The

Boeing Company; and Terry Little,

Joint Air-to-Surface Stand-off Missile

(JASSM) Program Manager. The pre-

sentation was an unmitigated success. 

At the conclusion of the presentation,

participants submitted helpful com-

ments and suggestions, which were eval-

uated and taken into consideration as

part of the final workshop design. 

Change is Constant
So what was learned as a part of this

process? That change is constant. As DoD

embarks on a cultural shift in its way of

doing business, both DSMC and Boeing

are keenly aware of the ever changing

climate of Acquisition Reform, and the

need to constantly change and adapt

their education and training to an in-

creasingly sophisticated and technolog-

ically advanced AWF.

DSMC and Boeing have stepped up and

taken the risk of developing non-tradi-

tional methods of training and educa-

tion to meet the needs of the AWF.

Expected Outcomes
Perhaps you’re wondering when and

where you can sign up for this interac-

tive, educational experience. Intact, es-

tablished teams, or even teams currently

in the making, may contact Flo Brueser

at DSMC (703-805-2728) to schedule a

workshop. This includes teams at the

beginning phase of a program, teams

about to embark on a major modifica-

tion, or teams merely interested in re-

structuring an existing program.

Whatever phase of your program, if your

team is interested in some just-in-time

training in implementing Acquisition Re-

form principles and practices, pick up

the phone. And in the words of David

Drabkin, “Just do it!” Start now so that

Acquisition Reform can be a part of your

acquisition strategy in the near future. 

As for the future, DSMC anticipates of-

fering the JDAM case study effort as a

part of its Advanced Program Managers

Course and as an elective for its Execu-

tive Program Managers Course.

One Last Word
A new motto is taking shape within the

educational environment: “Just in Time,

Just for Me, Just Enough, Anytime, Any-

where, Anyone.” This motto recognizes

the need to leverage technology to pro-

vide the best experiential methods and

learning experiences when needed by

acquisition teams.

This is not an easy transition, but a step-

by-step process, using all of the knowledge

and techniques available. In the words of

Terry Little, JASSM Project Manager, “Peo-

ple are the key. We have to find the ways

to work together.” This is one instance

where educators and industry are not wait-

ing for things to happen — they are, in fact,

partnering to make them happen!
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